Abstract
Introduction
Employee turnover in the banking sector in South Africa has come under the spotlight in the last decade. Research findings show that the banking sector worldwide as well as in South Africa is characterized by high employee turnover and skill shortages (Metcalfe, 2011; Springer, 2011) . It could therefore be argued that the sector also experiences high employee turnover in Limpopo Province, one of the nine provinces in South Africa. One important factor that could probably contribute to this trend is that the province, a largely rural region with a pressing need for sustained social and economic development, has to compete for talent with more well-to-do provinces, in particular it nearest neighbour, Gauteng Province (Radebe, 2009) . It is estimated that 14 percent of males and 11.6 percent of females employed in the financial sector in Gauteng are in-country migrants. Furthermore, the largest number employees who relocate to Gauteng come from Limpopo, accounting for 9.8 percent of all migrants to Gauteng (Oosthuizen & Naidoo, 2004) .
South African banking CEOs have acknowledged that the availability of skills, a component of human capital/talent, is a key issue for banks (Grosskopf & Atherman, 2011) . The retention of employees, the font of human capital in an organization, could therefore be a major challenge facing banks in Limpopo Province. Approximately 3.5 percent of the economically active population in Limpopo is qualified to do highly-skilled labour while approximately 76 percent are only qualified for unskilled and semi-skilled labour (Limpopo Growth and Development Strategy, 2004-2014) . It would appear that banks in the province have to pull out all stops to retain human capital, improve skill levels and attract talent to relocate to the province.
The aim of the present study is to explore turnover among employees in the banking sector in Limpopo Province, South Africa. The objectives of the study are to determine the extent of employee turnover; identify specific causes of employee turnover; recommend retention practices to manage employee turnover. Zeki, Engin & Selim (2012: 107) define human capital as the stockpile of employee knowledge, attitudes, abilities, technical skills, creativity and experience that exist within an organization at a given point in time. A key factor that affects the flow of human capital or talent through an organization is employee mobility. Human capital has more mobility than any other asset (Ballester, Livnat & Sinha, 2002) . An organization will only be able to sustain a competitive advantage if it manages employee mobility effectively.
Literature Review

Voluntary and involuntary employee turnover
Unfortunately, employee mobility cannot always be controlled by an organization. In this regards employee turnover -the voluntary or involuntary movement employees in an out of work organizations -is of key importance in talent management. It is therefore not surprising that the management of employee turnover (voluntary well as involuntary turnover) continues to be a central concern in the management literature. It is a key concern for both profit and non-profit organizations (Choi & Lee, 2011: 91) .
Voluntary turnover is initiated by an employee and involuntary turnover by an employer (Choi, Musibau, Khalil & Ebi, 2012) . Involuntary turnover also result from uncontrollable factors such as death and ill health. Functional voluntary and involuntary turnover could benefit an organization. For example, according to Archer (2008) , employee turnover at lower organizational levels could be beneficial to banks because advances in technology continue to reduce the need for lower level skills in the banking sector. On the other hand, the need for non-manual, intermediate and high level skills as well as value-adding competencies such as autonomy and discretion are on the increase in the banking sector (Archer, 2008) . Therefore, both voluntary and involuntary turnover could be dysfunctional if the result is a loss of human capital (Campbell, Coff & Kryscynski, 2012) . In addition, dysfunctional employee turnover in banks 'leads to the loss of the tacit knowledge possessed by leavers' (Amah, 2009: 24) .
Another reason why employee turnover continues to be of key importance for organizations is that the movement of employees in and out of an organization has direct financial implications for the organization. Organizations have to make provision for separation and replacement costs (including staffing and training costs) when voluntary and/or involuntary employee turnover occur (Abbasi & Hollman, 2000; Griffith & Horn, 2001 ). In addition, research findings show that dysfunctional employee turnover, in particular voluntary turnover, impacts negatively on, among others, business performance and organizational effectiveness (Shaw, Gupta & Delery, 2005; Tariq, Ramzan & Riaz, 2013) as well as employee commitment and customer satisfaction (Sing & Loncar, 2010; Wang, Yang & Wang, 2012) . It is therefore imperative to reduce turnover rates in order to reduce separation and replacement costs and to enhance employees' loyalty and commitment to an organization which in turn could lead to better organizational performance.
Employee turnover drivers
Research findings indicate that both job satisfaction and job dissatisfaction could result in voluntary employee turnover (Griffith, Horn & Gaertner, 2000; Shahzad, Hayat, Abbas & Bashir, 2011; Yücel, 2012) . Annual surveys conducted by the Chartered Institute of Personnel and Development (CIPD) have shown consistently that the majority of employee turnover is attributed to voluntary turnover (CIPD, 2004) . Moreover, South African banking CEOs have indicated that the management of job dissatisfaction is crucial to attract, retain and reward high quality employees in their organizations (Archer, 2008) . Porter and Steers (1973) compiled what they termed an 'expectation set' to divide the causes of turnover into four groups of factors. These groups are personal, organization-wide, work-environmental and job-related factors. The two scholars make use of the concept of 'met expectations' to explain employee turnover. Long, Ajagbe, Nor and Suleiman (2012: 284) define the concept of met expectations as a discrepancy between what a person encounters on a job in the form of positive and negative experiences and what he or she expects to encounter. A person will be inclined to leave when his or her expectations are not being met. An individual's job satisfaction or dissatisfaction also depends upon the extent to which one perceives that one's needs are being met.
Job satisfaction is defined as 'a positive or pleasurable affective response resulting from the appraisal of various facets of one's job or job experiences' (Kasimati, 2011: 321) . According to Herzberg's classic motivation-hygiene theory, intrinsic motivators lead to job satisfaction (Herzberg, Mausner & Snyderman, 1959) . These motivators include the nature of the work itself, recognition, autonomy, a sense of achievement, and personal growth and advancement. They gratify needs for achievement, competency, status, personal worth and self-realization. Job dissatisfaction on the other hand results from an unfavourable assessment of 'hygiene factors'. Hygiene factors include compensation, job security, working conditions, company policies and administration, supervision and interpersonal relations. They are extrinsic to a job itself and lead to dissatisfaction if an individual has negative affective responses to one or more of them (Herzberg, 1968) .
Organization wide causes of employee turnover include Herzberg's hygiene factors such as development/training and promotion policies, compensation, working conditions, working hours and job security (Allen, 2008) . Previous research findings have indicated that dissatisfaction with human resource policies, career advancement opportunities, and compensation packages (pay and benefits) are negatively associated with employee turnover (Grissom, NicholsonCrotty & Keiser, 2012; Ito, 2003) . Job insecurity could also lead to movement to an alternative job when better opportunities are offered by other employers (Walsh & Taylor, 2007) .
Work-environment hygiene factors that could lead to employee turnover include the quality of supervisor and coworker relations. Both factors are related to job dissatisfaction and turnover of employees (Bertelli, 2007; Seymour & Buscherhof, 1991; Sulaiman & Ogunsina, 2011) .
Job related causes of low job satisfaction and employee turnover include intrinsic motivators (the nature of job requirements, autonomy, challenging work and a sense of achievement), as well as job stress and feedback (Kasimati, 2011; Sulaiman & Ogunsina, 2011) . Employees will leave when better growth opportunities and more challenging job are offered by other organizations (Houkes, Janssen, De Jong & Bakker, 2003) .
Personal factors that could cause employee turnover include factors such as age, gender and job level. Voluntary turnover among younger employees tend to be higher compared to older long serving employees (Kabungaidze, Mahlatshana & Ngirande, 2013) . In general, the turnover rate for females is higher than the voluntary turnover rate for males. This tendency is largely attributed the family and child care responsibilities and a lack of career advancement/promotional opportunities (Cotton & Tuttel, 1986; Nel, Van Dyk, Haasbroek, Schultz, Sono & Werner, 2011) . Job levels also impact on employee turnover. One possible reason is that employees in lower job categories find their jobs less financially and psychologically rewarding compared to employees at higher organizational levels (Kellough & Haoran, 1993; Nel, Erasmus & Swanepoel, 2001 ).
Managing employee turnover
Although external causes of employee turnover such as labour supply and demand and the availability of alternative jobs (Harman, Blum, Stefani & Taho, 2009 ) as well as involuntary turnover cannot be controlled by an organization, they have to plan strategically to minimize the effects of such forms of turnover in the future. One way to manage transactional costs associated with involuntary turnover is to redesign jobs or organizational processes (Meier & Hicklin, 2008) .
On the other hand, the internal causes of employee turnover can be managed to a large extent (Allen, 2008) . Organizations could employ different retention strategies to increase employee job satisfaction and minimize dissatisfaction (Liu, Mitchell, Lee, Holtom & Hinkin, 2012) . A number of human resource practices can be used to increase job satisfaction and decrease job dissatisfaction. These include better staffing practices, training and development, competitive compensation and better supervision (Allen, 2008 ). An organisation should also develop a wellinformed retention policy (Kim, 2012) that is aligned with its other human resource policies and the strategic business objectives of an organization.
Staffing practices that could be used to increase job satisfaction include job redesign, recruitment, selection and induction.
(a) Job enrichment and job rotation can be used to increase job satisfaction by providing more task significance, autonomy and variety to an employee (Allen, 2008) . (b) The use of an internal recruitment strategy to promote employees from within an organization could also be considered. Organizations that allow greater internal opportunities for advancement are more successful at retaining employees (Nel, et al., 2011) . (c) Job selection should be vacancy specific and focused on job requirements (Van der Merwe & Miller, 1993) .
Furthermore, biographical data used in selection provides an indication of tenure in previous jobs and could be seen as predictive of turnover intention in the future (Griffith & Horn, 2001 ). (d) Good induction and the use of a realistic job preview (RJP) could also increase tenure in an organization (Breaugh & Starke, 2000; Kammeyer-Mueller & Wanberg, 2003) . The use of a realistic job preview (RJP) reduces the discrepancy between a new young employee's initial expectations and unmet job expectations which in turn could reduce turnover (Hom, Griffeth & Sellaro, 1984) . Interventions focused on empowering employees could be used to decrease job dissatisfaction. It is generally accepted that training and development interventions to enhance skills as well as managerial competencies will reduce job dissatisfaction and boost employee retention (Allen, Shore & Griffeth, 2003; Rhoades & Eisenberger, 2002; Sherman & Bohlander, 1992; Sing, 2012) . However, training and development should be considered carefully. The development of general and transferable skills may in fact increase turnover. Research findings show that these skills increase employees' external marketability and mobility (Haines, Jalette & Larose, 2010) . Allen (2008) recommends that in order to retain employees, job-specific training should be provided.
The development of supervisory skills and competencies remain of particular importance because the quality of supervision could play a key role in the reduction job dissatisfaction and employee turnover. Supervisors have to manage physical and psychological working conditions (such as work overload or work underload, working hours and unmet expectations) in their departments. The effective management of these factors could decrease job dissatisfaction (Nel, et al, 2011; Shahzad et al., 2011) . Coaching and training should be considered to develop the planning, organizing, directing and controlling skills of supervisors (Allen, 2008) as well as their leadership skills. They should be encouraged to use a people-orientated leadership style. This will help them to demonstrate support and caring and will also allow twoway communication between supervisors and subordinates (Eisenberger, Rexwinkel, Lynch, & Rhodes, 2001) . In addition, they should be coached on how to conduct performance appraisals and on how to provide effective performance feedback to facilitate employee skills development (Kim, 2012) .
Employers can demonstrate that they value their employees by providing competitive and fair compensation packages. Positive feedback and recognition for value-adding contributions by employees as well as fair rewards increase retention (Allen, 2008; Allen, et al., 2003; Rhoades & Eisenberger, 2002) . Competitive and fair compensation packages are also crucial to decrease dissatisfaction and to minimize the attractiveness of alternative employment. Research findings have consistently indicated that high pay and generous benefit packages as well as on-site childcare and family-friendly programs reduce turnover rates (Haines, et al., 2010; Kim, 2012) . Variable compensation (e.g., skillbased pay, pay-for-competencies, individual incentives, profit sharing and share ownership plans) could be considered as an alternative to more traditional base-pay systems. These flexible systems allow an organization to respond to alternative compensation offers (Azfar & Danninger, 2001; Blakemore, Low & Ormiston, 1987) . Another alternative that could be useful in the banking sector is performance-based compensation. Sturman, Boudreau and Gerhart (2003) found that performance-based compensation increases retention among high performers and decreases retention among low performers. It is argued that performance-based pay leads to financial uncertainty among lower level employees with in turn leads to turnover (Batt, Colvin & Keefe, 2002 ).
An examination of the employee turnover profile of an organization can be used to recognize particular demographic groups and turnover hotspots within the organisation (Lynch & Tuckey, 2008:8) . Information of this nature could then be used to guide the development of appropriate interventions to minimize turnover. The turnover profile of an organization is determined by calculating the overall employee turnover rate in an organization as well as the turnover rates for employees on different organizational levels and for different age and gender groups (CIPD, 2004) .
Conclusion
It is evident that personal factors as well as job satisfaction and dissatisfaction are important determinants of employee turnover. It could be argued that employees in Limpopo Province would not seek employment elsewhere in greater metropolitan areas in South Africa if their job needs and expectations can be met within the province. However, South African banking CEOs only identified organization wide hygiene factors (development opportunities, remuneration and working hours) as the major causes of employee turnover in the banking sector. They recommend staff development opportunities, competitive remuneration and flexible working hours to manage high turnover in the sector (Grosskopf & Atherman, 2011) . Pettijohn, Pettijohn & Pettijohn (2004) found that work environment has little impact on banking employees' job satisfaction and turnover. However, the findings of a study by Bajpai and Srivastava (2004) indicate that in the Indian banking sector an insecure job environment as well as a lack of scope for advancement opportunities lead to job dissatisfaction and employee turnover. Research findings by Harman, et al. (2009) indicate that perceptions of job availability were not significant predictors of employee turnover in the Albanian banks. Research findings cited by Springer (2011) indicate that low salaries, heavy workloads, job insecurity and stress contribute to job dissatisfaction and turnover among banking employees.
Empirical evidence is therefore needed to determine if dissatisfaction with organization wide hygiene factors is the only determinant of employee turnover in the banking sector in Limpopo Province or if other factors also contribute to turnover among banking employees in the region.
Method of Research
Population and Sample
A cross-sectional mixed method design was employed to gather primary data on turnover amongst banking employees from the target population in a relative short period of time. Only one commercial bank in Limpopo Province was willing to participate in the study on condition that the name of the bank would not be disclosed. That bank has a staff complement to 555 employees.
A custom-made, semi-structured questionnaire was administered to a sample of 30 employees. A minimum sample size of 5% was selected due to time and financial constraints. Stratified sampling was used to obtain a greater degree of representation and to decrease sampling error. This was followed by a semi-structured interview with the Human Resource manager, as a key informant. The last phase of the data collection process consisted of a focus group discussion. A total of eight employees -two from each of the four organizational levels in the bank -participated in the focus group on a voluntary basis.
The Human Resource manager of the target organization sent a memorandum to all branch managers to inform them, and in turn their staff members, of purpose of the study. All participants were informed that their identities would be kept confidential, that the information obtained would be used for research purposes only and that grouped data would be reported.
Instrumentation
The biographical section of the questionnaire includes close-ended items on gender and job position. The rest of the questionnaire consists of both open-ended and close-ended items to identify the causes and impact of employee turnover. Participants also expressed their opinions about the impact of employee turnover on a four-point Likert-type response scale, varying from very high (value = 4) to very low (value = 1). Questionnaires were distributed by hand. In order to prevent a poor return rate and to answer any queries about questionnaire items, a researcher was available during questionnaire completion. Questionnaires were collected immediately after they had been completed.
The Human Resource manager was interviewed on the causes of turnover from a managerial perspective. An hour-long focus group discussion which focused on the cause of employee turnover was conducted. A focus group discussion was employed because it is deemed as a valuable resource to highlight the reasons why employees leave an organization (Allen, 2008; 17) . Both the key-informant interview and the focus group discussion were audio-taped, transcribed and stored electronically.
Secondary data on employee turnover rates and the financial costs to replace employees was collected from the annual report of the bank for the whole target population. Archival data was used because the study was conducted in April and complete statistics on the movement of employees were no available for the whole year.
Data analysis
Both statistical and non-statistical techniques were used to analyse data. Data obtained from different methods and respondents were combined to identify patterns of convergence and divergence in the data. The Statistical Package for Social Sciences (SPSS v. 21.0) was used to calculate descriptive statistics (frequency and percentage).
The total voluntary and involuntary turnover rates and turnover rates based on position, gender and age groupings were calculated by determining the ratio of the total number of leavers over the year to the average total number employed over the same period multiplied by 100 as recommended by the Chartered Institute of Personnel and Development (CIPD, 2004: 2).
Open-ended questionnaire items were segmented, listed and numbered. The segments were then categorized. Close-end questionnaire responses were coded without any additional segmentation of the content. All the data obtained were then combined and summarized to inform the objectives of the study.
Findings
Sample composition
It can be seen from Table 1 that the majority of employees in the sample work on the lower management and operative levels and that the sample was balanced in terms of gender. 
Employee turnover rates and causes
The overall turnover rate and turnover rates for different grouping in the target population is given in Table 2 . The turnover rate of employees of the Bank of America before interventions were implemented to decrease the turnover rate was 48% (Springer, 2011) . After interventions were introduced by the Bank of America the turnover rate dropped to 24% (Nelson, 2007) . It is evident from Table 2 that the overall turnover rate in the bank under investigation is very low (14.23%) compared to a bank in a developed country. Focus group participants in the study attribute the low turnover rate in the target organization to a high level of job satisfaction. They indicated that the bank allows employees opportunities for more challenging work, autonomy and considerable levels of responsibility.
The results reported in Table 2 show that two personal factors, namely organizational level, and to a lesser extent, gender account for turnover in the target population. It can be seen from Table 2 that the turnover rate for lower management (14.06%) and operative levels (17.01%) is much higher compared to the rate of turnover for top, senior and middle management (2.49%). However, the turnover rate for age groupings in the sample is almost equally distributed. This finding contradicts previous research findings cited in this article that the turnover rate for younger employees is usually much higher than the turnover rate for older employees.
The difference in the turnover rate for females (15.50%) is somewhat higher compared to the rate of turnover for their male counterparts (10.56%). Black Economic Empowerment (BEE) legislation in South Africa as well as the bank's BEE Program could account for the relatively low turnover of female employees. Black Economic Empowerment (BEE) legislation was promulgated to give previously disadvantaged groups (Blacks, women and persons with disabilities) economic opportunities not previously available to them (Emkes, 2012) . Three of the seven main criteria upon which the empowerment credentials of businesses are assessed are management representations, employment equity and skills development (Ponte, Roberts & Van Sittert, 2007) . Industry specific empowerment charters have been developed to implement BBE in different industrial sectors, including the financial sector (Moyo & Rohan, 2006) . As a result of this, the four largest commercial banks in South Africa (ABSA, FNB, Nedbank and Standard Bank) as well as smaller banks have BEE programs in place.
Primary data from the questionnaire, focus group and key informant interview highlight other major factors that account employee turnover in the bank. These causes of turnover are depicted in Table 3 . It can be seen from Table 3 that dissatisfaction with compensation and promotional opportunities and the availability of alternative employment are major causes of voluntary employee turnover in the bank. These findings support observations by South African CEOs that a lack development opportunities and non-competitive remuneration account for job dissatisfaction among banking employees. However, participants in the present study are not dissatisfied with their working hours as indicated by the CEOs. The human resource manager and focus group participants also highlighted BEE legislation and the bank's BEE Program as major causes of employee turnover. It could be argued BEE legislation and the bank's BEE Program could increase the job dissatisfaction and turnover of white employees because their promotional opportunities are limited.
The impact of employee turnover
On average it costs R500 000 to recruit a top manager, R300 000 to recruit a middle manager, R150 000 to recruit a lower manager and R 60 000 to recruit an operative employee in the target organization as is evident from Table 4 .
Many of the respondents who complete the questionnaire (60%) perceived that employee turnover has a high impact on the efficiency, productivity and service delivery of the bank as is indicated in Table 5 . 
Conclusions
The purpose of this article was to explore employee turnover in the banking sector in Limpopo Province and to recommend interventions for the retention of banking employees in general and human capital in particular. The findings highlighted three personal factors and four hygiene factors that lead to voluntary employee turnover in the target organization. The research contributes to a better understanding of factors that cause employee turnover in the sector in the region and show that employee turnover is a complex issue. Contrary to what was expected the findings of the present study show that the employee turnover rate in the banking group is quite low. Despite this important finding employees feel that turnover has a severe impact on efficiency, productivity and service of the bank under investigation.
Turnover is higher in the lowest organizational level where less complex skills are demanded from job holders. This could be beneficial because in the future the need for lower level skills in the banking sector would diminish as indicated by Archer (2008) . On the other hand, for this particular bank even a loss of lower level skills as well as intermediate skills and competencies on the lower management level could be dysfunctional given that all types of skills is a scarce commodity in Limpopo Province.
The bank should take particular care to retain and develop its female employees and to cater for their specific needs. The retention of younger employees should also be a priority to prevent an increase in the turnover rate of these employees in future. Younger employees (Generation Y, born between 1961 and 1979) value unexpected rewards, learning opportunities, recognition, feedback and regular interaction with their supervisors (Nel, et al., 2011) . The bank should cater for these needs of its younger employees in order to retain them.
In addition, it is recommended that the bank should consider interventions to decrease employees' dissatisfaction with compensation and opportunities for promotion to counter attractive opportunities offered by other employers in the region and elsewhere in the country. This could impact positively on replacement costs, in particular recruitment costs, for employees on all organizational levels in the bank. The best way to counteract better job offers is to offer competitive compensation packages (Grissom, et al., 2012; Ito, 2003) .
Another way to increase employee retention is to take note of the career development needs of employees. The bank's BEE program should be used to train and develop employees, in particular female employees, to prepare them for promotion. Higher level job vacancies should be filled internally instead of recruiting employees externally. This could counteract the loss of employees as a result of BEE legislation and decrease recruitment costs. Incentives such as job enrichment and job enlargement and performance bonuses should be provided for employees who plan to leave the bank as a result of BEE initiatives that curb their promotional aspirations. Rewards for value-adding contributions in the form of positive feedback and recognition could also increase retention (Allen, 2008) . Moreover, employees should continuously be reminded that the bank caters for their need for challenging work, autonomy and considerable levels of responsibility. This could shift their focus from compensation and promotion to re-affirmation that the bank does satisfy their intrinsic job needs (Bertelli, 2007) .
The findings of the present study are limited to one bank group in Limpopo Province. The sample used was also relatively small. Further in-depth research is needed to unpack the expectations and needs of employees at various organizational levels, of employees in different age groups and of female employees that impact on job satisfaction and dissatisfaction in the banking sector. The expectations and needs of diverse groups in the sector also warrant further research. Another fruitful research possibility is to compare the expectations and needs of employees in other banks in Limpopo Province and in different regions in South Africa.
